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Problem Solving Activity .

This is the fourth issue of the
P&PD's Quality Circles Newsletter.
As we have stated previously, our goal
is to share the experiences of our Pilot
Programs with you. Since the last is-
sue, the focus has been mostly on
team problem-solving activity. Re-
member that the commitment is for
one-hour-per-week for each team, or
the equivalent of a half-day per month.
" As a point of reference, how much do
you normally accomplish in four
hours?

Before getting into specific team ac-
complishments, we must admit that
there have been some problems in
adhereing to the weekly schedule of
meetings. During the summer months,
vacation time impacted upon the con-
tinuity of the teams, forcing frequent

re-scheduling or cancellation. In addi-

tion, daily production priorities and
increased requirements continue to
impact upon the teams. This is more
noticeable in some areas as compared
to others. For example, the Motion
Picture/TV center team (MP/TVC),
has really been hard hit since the
Division took over responsibility in July
for the Headquarters Auditorium and
Room 1A07 (Briefing Room). Al-
though P & PD picked up three per-
sonnel in the expansion of responsibil-
ities, one well-qualified individual soon
left the Agency. Coupled with in-
creased TV requirements (on-site vid-
€0 recordings, TDY assignments, vid-
eo replications), the MP/TVC
personnel have had a difficult time
finding one hour per week with enough
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people to conduct a successful meet-
ing. This problem is being addressed
through closer control of assignments;
however, the daily dynamics of the
Agency often override the best laid
plans.

On the more positive side, the Press
Branch team (The Reruns) conducted
its first management presentation on
15 September. The briefing was di-
rected to their Branch Chief, Mr.
Joseph Swartz. The subject was the
in-house repair and upgrading of ten
press skids in lieu of purchasing new
ones. Press skids are used to feed
paper into the press and collect print-
ed sheets at the other end. The Reruns
supplemented their oral presentation
with well-planned and neatly lettered
fip charts summarizing the problem,
their analysis/fact-finding, the pro-
posed solution and recommendation,
and finally, the benefits to be derived.
All team members participated in the
presentation, sharing responsibility for
the various elements researched and
discussed. The briefing was well re-
ceived by their chief, and approval
granted to implement. Their recom-
mendation to use in-house resources
for the repair and replacement of worn
and broken parts resuited in a total
expenditure of approximately $400
versus vendor purchase quotes rang-
ing from $3,250 up to $5,000 for ten
new skids..In addition to the obvious
dollar savings, the project resolved the
long-standing concern over the condi-
tion of the Press Room skids.

On 30 September, the Reruns had
the pleasure of repeatinq’heir presen-
tation to Mr. King, Director of Logis-

tics, Mr. Regan,. P& PD Chief, and
other Division management personnel.
This experience was very gratifying
and motivating to the QC team mem-
bers. They were obviously somewhat
“jittery’ about a presentation at this
level, but they quickly settled into the
subject they knew so well by now, and
made a commendable showing. Mr.
King was especially complimentary of
their efforts, solution, and “stage pres-
ence.” He commented that their orga-
nization of material and flip charts
were as good as what he sees at high
level Headquarters briefings, and that
he was proud of their QC involvement.
After all, that is what QC is all
about—employees becoming involved.

The Square Shooters, the combined
team representing the Offset Camera
Section and the Layout Section, made
a management presentation to their
Branch Chief, the Production Manag-
er, and the Division Chief on 15
September. The subject concerned
changes in the preparatory steps con-
cerning the annual publication of the
Congressional Budget. Following is the
report prepared by the Square Shoot-
ers regarding their presentation:

Statement of the Problem

The Square Shooters Quality Circle
team has identified a problem occur-
ring in our annual production effort of
the Congressional Budget Justification
Book (CBJB). Our goal is to reduce
the overall expenditure of manhours
and materials dedicated to production
of the CBJB. To accomplish this, we
hope to ?\plement a system for they
imposition of camera copy where eadd *
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page could be individually and accu-
rately positioned for reproduction by
the use of muitiple sets of registration
pins attached to our frosted acetate
“‘carrier’’ shests (mylars).

Discussion

The current prelay operation in-

volves the negcessity of trimming cam-
era-ready mylars which are too large

onanfwfsi&spﬂmtoposmoningfor -

camera. Tﬂmtng is currently required
due to the fact that while actual pagé
size is 9"x12", furnished camera-
ready mylarg are 12'x18". Fallure to

trim the myiar resuits in an undesirable

overlap of the mylars, often obstruct-

ing or a portion of the text
copy. The 1 may also cause
inadvertent

: u her. This muitiple layer-
ing occurs ¥ a text correction,
is made to ;n existing page. Slippage
sometimes occurs due to-uncontrolla-
ble humidity conditions in the building.
The propobed pin-registered prelay
page system would speed up the lay-
ing of the text itselt and hold more
accurate and uniform positioning. Dry
run trials were used to compare the
old and new system. It is estimated

Lpat we can save at least twnty hours

in prelaylnqtlme

Aside from the savings benefit in
overall manhours used to prelay the
budget, there would be a significant
reduction in the amount of mylar ma-
terial used by the Composing Section.
By cutting the mylars in half, from
12""%18” to 8%"x%", usage would be
cut in half. This means a reduction
from 6,000 sheets last year to only
2,500 sheets this year. At $33 per
box, this is a savings of $825. Addi-
tionally, there would be some minimal
savings in the use of RC paper due to
the partial elimination of remakes due

to trimming errors. While some trim-

mlngisrequiredatsomestagelnthe
process, it should be done prior to any
text positioning by either Composing
or Layout Sections. In conclusion, it is
preferable to “pre-trim’ the mylars to
page size and pin register them indi-

vidually to the carrier sheets.
Conclusion
. Estimated savings realized by adop-
" tion of the newly proposed system are
-as follows:
1. Manhours Saved
a. No trimming .............. 18 hours
b. Fewer remakes ........ 16 hours

c. Faster prelaying ........ 20 hours
" 53 hours x $17/hr. = $901

- 2. Materials
a Mylar ..o $825
. $25
Subtotal = 850

3. Total: $901 + $850 = $1,751

GO FORIT!
(A Management Presentation)

1. On Wedneoday 15 September

1983 the Press Room Quality Circles

team, The Reruns, gave its first formal

management presentation to Joe
Swartz, the Press Room Branch Chief.

The subject was repairing Press No. 3 |

skids in Heu of buying new ones. Also
anendlng were Jim McVerry, Mainte-

nance Shop Chief, and Arthur Brophy,

QC Faciilitator. The recommendation
to repair exigting skids in-house was

" approved by the Press Branch Chief,

and the proioct was put into motion
the very same day.

2. On Frday, 30 September, the
presentation was repeated for Mr.
King, Directdr of Logistics, and Mr.
Regan, Chief, Printing and Photogra-

phy Division, in the P & PD conference
room. Mike White, Walt Davis, Joe
Swartz, John Mott, and Arthur Brophy
were also in attendance. The presen-
tation was well received. The Director
of Logistics was highly complementary
to the QC team members and sug-

' gested that they consider having some

of the work done by the professionals
in the Packing and Crating Branch,
Central Depot.

3. Since this was our first formal
presentation to higher management,
we all had some opening “jitters.” All
team members participated in the pre-
sentation. Joe Ruffin made the open-
ing introductions of team members. |
explained the problem and its impact
upon the Press Branch and printing
operation. David Harding, the newest
member of the team, explained the
research we put into the project, and
Dell Whitt explained the proposed so-
lution of making in-house repairs and
how economically it could be done In
comparison to buying new skids. Dan-
ny Oleniak summed up the benefits to
be derived from our solution, and |

recommended that it be accepted and .

implemented.

4. | would like to thank all of the
team members for their hard work and
dedication on this project. Thanks are
also in order for Art Brophy for all of
his work and leadership in seeing that
the presentation was carried out in a
professional manner.

5. Remember, if you don't play the
game, you can't expect to win.

Ed May, Team Leader
Press Room Quality Circles Team

The Artist's Perspective of
Quality Circles .

1. The Design & Presentation Cen-
ter (D&PC) Quality Circles (QC)
team, the Crayolas, Is pleased to an-
nounce that after much planning, ef-
fort, and perseverence, we have com-
pleted the first stage of our team
project and are preparing a presenta-
tion to management that wiil outline in
detail the success of the team to date.

2. Our team got off to a slow start,

-not due to lack of enthusiasm, but

because all our members were greatly
concerned about how the Quality Cir-
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cle (QC) program would help us re-
solve a multitude of problems that the
staff had previously identified, but had
been unable to resolve through con-
ventional means. Qur primary dilemma
was that the QC method seemed to be
designed to solve production prob-

lems of a relatively simple nature, while

we saw our problems as being mana-
gerial, and quite complex.

3. After several sessions of “‘active
debate’’ and intensive questioning of
the ever-patient facilitators, Art and
John, our team agreed to foliow the
QC's recommended course of action
and see if it would work for us.

4. In order to avold some of the
pitfalis of the past, we determined that
a master plan was needed so that
problem areas would be tackled in a
logical order. This we feit was quite
important, as many of our indentified
problems were interrelated. During a
brainstorming session the team orga-
nized the problems into three catego-

ries and then compieted a priority list- -

ing of all items that fell into each
category. Eurekal A Master Plan:

Our Great Goal—Reduce Chaos

A. LOGISTICS
Cleaner work area
Supply storage
Utilization of work space
Central morgue (of graphics refer-
ence material)
Better utiiization of equipment
and/or upgrading

B. ADMINISTRATIVE
Clear lines of responsibility
Analyze/schedule incoming work
Record keeping
Distribution of jobs
Analyze and distribute work tasks:
time and money
Establish  Standard
Procedures
Analyze office work procedures

C. COMMUNICATION
Communication with clients (plan-
ning)
Advertising  for
abilities)

Appeal for travel funds (training)
Liaison with Main Plant (coor-
dination) ‘

Operating

office  (cap-

introducing new personnel (famil-

iarization) - .

Staff meetings in office (inform-

ation) . -

5. Cleanup of the office area was
selected as our first target because it
fit all the QC criteria for a successful
compiletion. it was aiso the number
one priority for us according to a se-
perate matrix that team member, Bob
Wacker, developed as a control to the

| QC priority matrix. By thinking through

our project, and going through the
recommended QC exercises of brain-
stroming, prioritizing, data collection,
analysis sheets, and action registers,
we were able to move successfully
(though not quickly) to our goal of a
cleaner work area. Many stumbling
blocks were encountered along the

-way, but the QC format enabled us to

keep moving ahead in spite of the
obstacles.

6. After our presentation to manage-
ment is complete, we will report the
detalils of this first team project, but for
the moment we would like to say that
so far the QC concept HAS worked for

" us. We now have hope that the seem-

ingly overwhelming array of problems

that faced our staff now have a realis-

tic chance of being satisfactorily
solved.

Linda H. Rood

D & PC Crayolas

A Search for Excellence

The P & PD QC Steering Committee
recently viewed a videotape presenta-
tion summarizing the contents of the
current best-selling book /n Search of
Excellence: Lessons From America’s
Best Run Companies by Thomas Pe-
ters and Robert Waterman. The thrust
of the book is that some business
organizations are successful because
they emphasize creativity and risk-tak-
ing, reward systems, enthusiasm, and
personal accountabillity for the organi-
zation's achievements. The contention
is that any organization’s workforce,
be it profit-making, non-profit, or gov-
ernment, can benefit from perfor-
mance. management. Following are
some quotes from the authors and
business executives practicing this
management philosophy:

From the Authors: “The innovative
companies foster many leaders and
many innovators throughout the orga-
nization. They dor’t try to hold every-
one on so short a rein that he can’t be
creative. They encourage practical
risk-taking, and support good ideas...
excellent companies treat the rank-
and-file as the root source of quality
and productivity gain. They do not
foster we/they labor attitudes."

From Bill Hewlett, Hewlett-Packard
Corp: *. . . man and women want to
do a good job, a creative job . . . if
they are provided with the proper envi-
ronment, they will do so . . . The
achievements of an organization are
the results of the combined efforts of
each individual.”

From the authors, on encouraging
innovation and discouraging punish-
ment for small failures: ‘“We are crea-
tures of our environment, very sensi-
tive and responsive to external
rewards- and punishment . . . The
message that comes through so
poignantly in the studies we reviewed
is that we like to think of ourselves as
winners. The lesson taught by excel-
lent companies is that there is no
reason why we can't design systems
that continually reinforce this notion."”

From the authors, on motivating em-
ployees: “The evaluation technique Is
informal rather than paper-laden. In
fact, the entire Tupperware system s
aimed at generating good news . . .
when we look at Hewlett-Packard,
Tupperware and others, we see a very
conscious management effort to do
two things: Honor with all sorts of
positive reinforcement any valuable
completed action by people at the top
and more especially way down the line
(and) a high volume of opportunities
for good news swapping.’

From the authors, on management
recognition that individuals are a com-
pany’s number one asset: ‘‘We are not
talking about molly-coddling. We are
talking about tough-minded respect
for the individual and the willingness to
train him, to set reasonable and clear
expectations for him, and to grant him
practical autonomy to step out and
contribute directly to his job . . . The
excellent companies are measure-
ment-happy and performance-orient--
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ed, but this toughness is born of mutu-
ally high expectations and peer review
rather than- emanating from table-
pounding managers . . . What's more,
i it's your peers that have those high
expectations of you, then there's all
the more incentive to perform well.
People like to compare themselves to
others, and they aiso like to perform
against standards—if the standard is
achievable, and especially if it is one
they played a role in setting.”

There are valuable lessons in these

comments. More and more organiza-
tions are regognizing, and admitting,
that despite;ill the high-tech advances
in eq , methods, and process-
es, that thegnal ingredient is still peo-
ple. On thig subject, Mr. Donald J.
Devine has ddressed government’s
role in seasphing for excelience. His

: fhave . Their secret—a
igat rewards workers who
| the job differently and
§s creative thinking.

t can be the key to
achlovlnq and effective gov-
ernment as el as increasing employ-
ee morele af all levels.
alfes. a successful organiza-
rst, according to Peters
wan, there is a do it—try
_ hology which soive prob-
ickly and " efficiently, without
dilly-dallying over decision-making.
Second, a System should encourage
employees of all levels to be creative,
to take * pmtlcal risks.” These institu-
tions know their workers are their most
important agsets.
When it come to goals, excellent

organizations really stick to their knit-

ting. Structurally, they -are ‘“‘elegantly
simple.” Lean of staff, they balance
centralization and decentralization, al-
lowing fuzziness around the edges of
management. Performance s more
important than bureaucraﬂc organiza-
tion charts.

How does this philosophy, aimed at
the business world, apply to govern-
ment management? Quite simply, Pe-
ters and Waterman have outlined a
system which rewards merit and ac-
complishment. and, when applied to
government, offers federal workers the
opportunity to o\xcel as individuals.

To quote Douglas MacArthur,
“There IS no security on this earth,

there is only opportunity.” By placing

value on performance, we can offer -
employees such opportunny while | ,

maintaining program continuity, en-
hancing individual incentive and,
thereby, improving the day-to-day op-
eration of government.

The Civil Service Reform Act of
1978 (CSRA) laid the groundwork for
such a change by taking the first steps
toward incorporating risks and re-

‘wards into government personnel

policies.
Merit pay is one example, .as is the

Senior Executive Service, which pro-
- vides management flexibility in match-

Ing executives to jobs.

Our challenge now is to bring perfor-
mance management to the rest of the
federal work force with the same suc-
cess we've witnessed at higher man-
agement levels. Weighing performance
as a stronger factor in reduction-in-
force (RIF) situations and improving
position classification management
are two areas readily adaptable to the
Peters and Waterman philosophy.

Rewarding good performers.through
the pay system is also a key to further-
ing one of our most important man-
agement improvements of the past 25

.years. Good workers deserve good

pay and an effective compensation

system must provide incentives for

performance, as well as rewards for

_that _performanoe

As we move forward implementing
the principles of the CSRA throughout
the work force, and create a smooth-
er, more efficient civil service system,
we look for direction with a new, do
it—try it—{ix it philosophy. Peters and
Waterman, with their message of risks

and rewards, provide that direction. |-
“hope you find their ideas heipful.

P&PD/OL Management
information System

In August the Director of Logistics
authorized P& PD to initiate the de-
sign of a new Division MIS. Ken Morrl-
son, PP & SS/OMS Is responsible for
the design and programming of the
system. The MIS will use a new data
base management system called NO-
MAD and will operate on ODP'’s cen-
tral computer facility (VM/370).

The new system, unlike our current
MIS, will feature centralized input of
production data. Production organiza-
tions will only have to log a job in upon
receipt and out at completion. The
input -of production data and system
administration will be the responsibility
of PP & SS.

Deita Data terminals will repiace the
existing MIS terminals. Installation of
the new terminals is scheduled for
mid-November 1983. A new communi-
cations support facility is being in-

"stalled in Room G16. This facility will

also support an upgraded secure tele-
phone system (64 instruments) that
will be ingtalled in 1984,

. The new MIS offers several advan-
tages. The system's architecture will
be supported by ODP. The Delta Data
terminails will have muitifunctional ca-
pability. This will permit MIS informa-
tion to be displayed graphically under
CUECHART, ECO, or DISPLA-TELE-
GRAPH programs in VM. It will aiso
permit ‘access to powerful statistical
programs SAS and SPSS-X as well as
the statistical capabilities imbedded in
NOMAD itself. These capabilities
should greatly assist us in understand-
ing. production trends and in identify-
ing and resolving production prob-
lems. The use of VM also permits an
automated link with our customers
concerning job status.

The initial operating capabllity for
the MIS is scheduled for mid-Novem-
ber 1983. The initial operating mod-
ules will be supply/inventory manage-
ment and job logging/tracking. All
personnel will receive instruction on
the NOMAD system in November. Any
comments or suggestions concerning
the new MIS should be directed to Ken
Morrison.
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